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I. Introduction and Request for Assistance

On June 13, 2000, arequest for technical assistance (TA) was received from Mr.
CurtisL. Wolfe, Chief Information Officer of North Dakota. The request form
contained the following description of the services requested from SEARCH, The
National Consortium for Justice Information and Statistics:

“The State needs to devel op a comprehensive Strategy for
gatewide information sharing that would focus on the
integration of crimind justice components ... . The State
has ared need for an integrated plan and your technica
assigtance in this endeavor will help ensure our success.”

“We need to involve representatives from state and local
crimina justice agencies and use this group to formulate a
datewide plan for system integration.”

Through the end of August 2000, there were seven additiona contacts between
SEARCH and the Information Technology Department (ITD) of North Dakota,
with Mr. Wolfe and with Ms. Nancy Waz, Senior IT Busness Andy< in the
ITD. Some of the discussion related to U.S. Department of Justice grant funding
for integration that was being distributed through the National Governors
Association (NGA). The program provided $25,000 grants to states for planning
integration initiatives, with a promise of additiond funding for sdected saesin
future years. The money was to be used, in part, to send a state delegation to one
of aseries of integration workshops to be sponsored by the NGA. North Dakota
gpplied for and received these funds.

A second purpose for the contacts was to design a TA project that would be
helpful in preparing the sate for integration, but would not duplicate work being
undertaken with NGA funding. SEARCH gtaff recommended that North Dakota
form two committees representative of crimind justice organizations in the Sete,
one with a policy focus and the other with atechnical focus. These two
committees would meet with the SEARCH TA project consultant on the first
morning of the dte vidt for a presentation and discusson of integration. The
project consultant then would meet with the same individuals separately over the
next day-and-a-hdf.

A third purpose was to review and discuss proposed participants in this process —
individuas and organizations — who would be invited to attend. The Ste vigt

aso was tentatively scheduled at this time. Background materials from North
Dakota aso were to be supplied to the project consultant.

! Background on SEARCH, the National Technical Assistance Program, the Court Information Systems
Technical Project, and the project consultant isincluded as Appendix A.
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The site visit was held on October 4 and 5, 2000. On October 4, the project
consultant? presented materials on justice system integration planning to the
policy and technical committees® During the remainder of the visit, the project
consultant interviewed over two dozen individuas* North Dakota officids
forwarded follow-up materidsto SEARCH g&ff, including IT plansfor sate
crimina justice agencies, recommendations on the future use of technology in the
date’ sjudicia branch developed by the Justice Served consulting group; and
materias from the Consensus Council concerning aproposa to form aCrimind
Justice Data Board. State I T standards also were downloaded from the North
Dakota I TD Web ste. The SEARCH project consultant analyzed dl of these
materids during the preparation of this report.

2 Lawrence P. Webster, Justice Information Systems Specialist in SEARCH’ s Courts Program (hereafter
referred to as the project consultant), was assigned to this TA effort.

3 These materials are included as Appendix B.

4 A list of participantsin the meeting and interviews isincluded as Appendix C.
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II. Background

North Dakota s crimind justice system congists of dozens of agencies at the Sate
and loca levels. State-leve organizations playing a gnificant role in the system
were invited to participate in the integration initiative, and most chose to send
representatives to the ongite presentation and interviews. These organizations
included:

m Office of the Attorney Generd, Bureau of Crimind Investigation (BCI)
m Association of Counties

m  Courts

m  Depatment of Corrections and Rehabilitation (DOCR)

m  Office of Management and Budget, Division of Radio Communications
(State Radio)

m Driver'sLicense and Traffic Safety

m Highway Petrol

m Information Technology Department (ITD)
In addition, representatives of loca crimind justice organizations from the 53
North Dakota counties also participated. They represented:

m  Bismarck Police Department

m  Cass County Information Services Department

= Fargo Police Department

= Mandan Police Department

s Stutsman County Correctiond Center

= Mountrail County State's Attorney

m  Trall County State's Attorney
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[Il. Observations and Findings

Over the years, SEARCH has developed a standard methodology to present to
daesinterested in integrating their crimind justice sysems. This methodology
includes bringing policy leaders from dl of the relevant organizations together,
developing a definition of integration as it gpplies to the particular sate, securing
acommitment from the leaders of these organizations to support the integration
initiative, and designing a governance structure that balances responsibility and
control between the agenciesfarly. Additiond steps can include planning for
systems integration, analyss of information flow within the state, and
consderation of data policy issues, such as security and privacy. This
methodology was presented to North Dakota crimina justice system leaders on
October 4, 2000, and includes Appendix B.

Because dtructure, digtribution of responsibility among state and local government
entities, and barriers to integration vary from place to place, this sandard
methodology must be customized to fit the circumstances of each gate. In some
cases, the report of atechnica assistance project follows the outline of Appendix
B, and amplifies and reinforces the principles and Strategies contained therein,
with gppropriate adjustments to reflect the unique Situation of the state.

In the case of North Dakota, it is clear that a Significant amount of preparatory
work will be required as the sate begins to pursue an integration agenda.
Organizationd, funding, and technology obstacles exigt that will inhibit the
development of consensus and the level of cooperation necessary for integration
to succeed. The observations and findings contained in this section will describe
these barriers, aong with the many positive conditions that exist in North Dakota
that provide hope for amore effective crimind judtice system in the future.

1. North Dakota has a highly decentralized criminal justice system with
organizational, funding, and technology barriers to adequate
coordination of technology and information flow

Thelack of statewide crimind justice information for policy and budgeting
purposes is a symptom of a system that is not optimdly effective. Although
individua agencies often can demondrate efficiency and effectiveness
datisticaly, many problems are hidden in the gaps between organizations. Only
when the full pictureisvisbleisit possble to discern how well the systemis
performing. This Situation was documented adequately severa years ago, when
the formation of a Crimina Justice Data Board was proposed.

— Organizational Issues

Political and organizationa independence by level of government, by
geographical area, and between (and sometimes within) agencies are issues that
must be addressed before a statewide integration effort can succeed. Although
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separation of powers and a system of checks and balances are bedrock attributes
of our condtitutiona form of government, they complicate the task of integrating
crimina justice operations. Coordination and cooperation are a greater challenge
with an organizationd dructure that is as decentrdized and diverse asin North
Dakota. Some of these issueswill be summarized below, along with afew
examples that illugtrate the magnitude of the problem.

Law Enforcement

Police departments and sheriff’ s offices are controlled and managed locally in
North Dakota, asthey arein mogt aress of the country. Although having dozens of
very smdl law enforcement organizationsin place in agtaeis not particularly
efficient, it provides the services desired and needed by communities. Public
safety and law enforcement functions must be coordinated across these political
boundaries for the crimina justice system to operate effectively, and when this
coordination is lacking, problems can result.

Representatives of law enforcement agencies presented severd examples of
coordination issues during the Site vist. Sheriff’ s offices use different booking
systemsthat are not cgpable of exchanging information, and no central warehouse
has been created for these data. When county jails hold state and federd
prisoners, Saff is unable to get necessary information.

Bismarck and Burleigh share acommon dispatch system. A study isin progressto
determine if Mandan and Morton dispatch should be consolidated with Bismarck
and Burleigh. Officers using the consolidated system have expressed frustration
with being unable to get through on the radio due to heavy traffic. Theingdlation
of mobile data computers and the purchase of an additiond radio channel should
relieve some of this frustration Occasiondly, different priorities for various
agencies make it difficult to implement changes quickly. If dispaich centers are
consolidated, a board with 14 members representing the participating agencies
will be responsible for decisonmaking and must work together to build consensus
if the consolidation is to succeed.

Law enforcement agencies have invested heavily in mobile datatermind (MDT)
technology. Because much of this work has been done within the law enforcement
community and not coordinated sufficiently with state agencies, data resources

that ought to be available to police officers through the MDTs are not there. For
example, ingtead of being able to query motor vehicle files directly, patrol officers
must go through the stat€' s Divison of Radio Communications (State Radio) for
this access. Apparently, Fargo Police Department’s MDTSs are not even connected
directly to State Radio. Investment in MDT technology would yield greater
dividendsif law enforcement officers were able to access amuch wider array of
computerized databases from prosecutors, courts, corrections, and others.

The size of Cass County creates unique issues and needs. Autometion solutions
appropriate for asmall agency often do not work in alarger one. Scaability
problems between Cass County and the rest of the state were noted at nearly every
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level of the crimind justice system. Although some of these issues are palitica
and territorid, many of them are substantive and cannot be ignored if progressis
to be redlized.

Prosecution

State' s attorneys perform prosecutorid functionsin North Dakota. Some are only
part-time prosecutors, and many perform these duties from their regular law
offices, not from the courthouse. Stat€' s attorney operations are county-based, and
mogt are in rurd locations with small caseloads. State’ s attorneys are politicaly
independent, with varying needs, priorities, visons, and resources. It would be
unredigtic to expect them to care as a group about a Statewide integration
initictive, even though they would be among the primary beneficiaries. Most do
not need automation and are not overwhelmed by workload. Many would like
modern tools to help them do their day-to-day work, but it would be difficult to
sl them on solutions that require a sacrifice of independence or thet create extra
work for which they would see limited direct benefit.

Stae s atorneys cannot participate in an integration initiative if they are not
automated. Efforts by the Attorney General and state' s atorneysto create a
uniform case management system (CMYS) failed. Prosecutor officesin larger
counties sill could benefit from automation, whether it were an independent CMS
or an extension of the courts CMS,

To make matters worse, state' s attorneys in North Dakota are statutorily
respongble for disposition reporting to the criminad history repostory at the BCI.
Electronic digposition reporting, alinchpin of integration, is nearly impossblein
amogly paper environment.

Statewide integration cannot succeed without the ssgnificant participation of
date' s attorneys. If most stat€' s attorney's continue to operate in amanua
environment, it will be impossible to move information through the crimind
justice system dectronically. Delay, redundant data entry, and high error rates
will continue to exist. An integration initiative might be possible with only the
largest counties included, though uniformity between those systems would be
important. The worst-case scenario would be for each prosecutor to have a
different sysem.

Over 20 years ago, independently elected prosecutorsin Colorado, acting through
their sate association, created a uniform CM Sthat eventudly wasingdled in

most counties of the sate. In many ways, their Stuation was Smilar to that faced
by North Dakota today. Strong leadership and individual sacrifice were key to
overcoming the palitical, operationd, financid, and technica hurdles. Thet type

of leadership and unity among the state' s attorneys does not appear to exist today
in North Dakota. There were a couple of key differences between North Dakota
and Colorado. The Colorado automation project was driven by anumber of large,
urban digtricts that could not operate without computerization. Colorado aso has
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adidrict attorney structure with a number of smdl counties joined under asingle,
full-time prosecutor, which solved some of the problems of scaability.

Courts

Courts are often the mogt difficult organizationsto include in integration

initiatives. Although they are not a part of the crimind justice system like the
police, jails, prosecutors, probation offices, prisons, and other agencies, they play
akey rolein the crimind justice process. Courts must remain independent and
neutrd in determining the guilt or innocence of defendants, protecting the rights

of the accused, and acting as a check on the power of the state, while making
important decisons every day that affect the operation of the system asawhole.

In many states, clerk’ s offices are county-based; sometimes clerks are
independent, elected, executive branch officids. Judges are more often part of a
date judicid organization that operates in a completely different administrative
environment. Because of the recordkeeping and information processing roles that
clerks play for thejudicia branch, coordination is essentid. Unfortunately, many
states have struggled to make this happen because of these structural problems.

North Dakota has shown greet vison in bringing clerical support servicesinto the
daejudicid organization, which eventudly will diminate many of the internd
coordination problems. Although the painful trandtion that is now underway may
last for severa more years, one of the chief obstaclesto crimind justice system
integration has been removed.

Severd issuesin thistrangtion have not yet been resolved, and some are
organizationd in nature. Responsibility for the processing of redtitution and
judgments remains to be settled. In some aress, the clerks perform these
functions; in other areas, the state' s attorneys are responsible. In addition, the
issue of having Cass County on adifferent CM S than the rest of the state must be
decided for the courts to complete the trangtion to a state system.

Corrections

Although only a couple of minor coordination issues related to organizationa
structure were noted for the Department of Corrections and Rehabilitation
(DOCR), areview of some of the documents provided to SEARCH reveded
symptoms of internal issues that might affect the ability of DOCR to participate in
an integration initiative. The fact that the DOCR has four separate IT plansindi-
cates that divisons of the organization may work more independently than would
be expected in a state agency. Although the preparation of these plans was coordi-
nated centrally, it seems unusud that separate documents would be prepared.

Asde from the prisoner information problem raised earlier, notification was the
only other issue reated to organization that was mentioned in the interview. The
DOCR operates notification programs, as required by state law, for sex offenders
and victims. Corrections officids rely on address information provided by the
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state' s attorneys, but the prosecutors do not track changes of address of victims
and sex offenders, leaving DOCR to try to locate these individuas.

State | ssues

Structure dso inhibits coordination of public safety and crimina justice functions
a the date level. Threeindependent officias oversee judtice system
adminigration: the governor, the atorney generd, and the chief justice. The
Highway Patrol reports directly to the governor; State Radio is under the Office of
Management and Budget; the crime laboratory, medica examiner, and emergency
medical sarvices arein the Department of Hedlth; and the fire marshd and
crimind higtory repoditory arein the Attorney Generd’ s Office. The Department
of Trangportation (DOT) and the DOCR aso report to the governor. Although
integration initiatives are not impossible within this type of organizationd

dructure, they are much more difficult to achieve because the priorities and
resources of more organizations are affected.

— Funding Issues

Little funding is available to support justice system improvement, and dollars that
are provided do not appear to be distributed evenly. Much of what has been
accomplished has been done through federd grants, but when grant funding
disappears, many of these programs fade away. Maintenance and support of the
State' s Attorney Management System (SAMYS) is an excdllent example of a
“zombie project” — it has been dead for some time, but is gtill walking around.

Thereis no overd| agendafor crimind justice sysem improvement — no
strategic planfor addressing the needs of the system as awhole. Insteed, there
appears to be an assumption that the needs and wants of individua agencies are
the only issue, and palitica influence seemsto be the most important factor in
deciding who getswhat. IT saffing appearsto be minimd in nearly every
organization involved in the Ste vigt interviews.

A great deal of money has been spent on mobile data terminds for patrol cars, but
little has been expended to creste or build access mechanisms to the databases for
which the MDTSs are needed.

Crash information is sent to the DOT on paper. DOT then scans the documents
and stores the images, but does not provide access to anyone else. There dso
appears to be some controversy over who gets to sell this crash data to the public
— law enforcement agencies, or the DOT.

Successful integration requires that the mgor players agree on ajoint agenda and
budget priorities for improving the crimind justice system as awhole. Politica
groups competing with one another for scarce resources see little incentive to
work together, but by doing so could accomplish much more.
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Locd, rurd organizations never will have the resources to undertake mgjor IT
projects on their own. Getting them to band together requires leadership thet in
many cases can only come from the state level. Aswith grant programs, the
incentives must come with funding if they are to be effective. In other words,
integration will only become a high priority if there are financid opportunities
associated with it.

By purchasing technology independently instead of working together, North
Dakota crimind justice organizations are paying more and getting lessfor thelr
technology dollars than they should. Limited funding should be a reason to work
together on common agendas, not an excuse for not working together &t all.

— Technology Issues

Technology issues can be examined in four categories: Automation, Standards,
Infrastructure, and Architecture. As has been discussed previoudy, automation of
key functionsis a necessary precursor to integration. Standards for information
format and for handling data in business processes aso are necessary. For
goplications to share information, they must exist in a compatible environment
with the necessary support staff, tools, and training to keep everything operating.
Further explanation and examples of these technology issues are provided below.

Automation

Since integration is defined as the automation of information exchange between
organizations, both the sender and the receiver of the data must be operating in a
computerized environment. The lack of automation in many smal counties could
be a problem, but because casdload in these areas is so low, crestive solutions are
possible. For example, court information in some of these areasis forwarded to
larger counties for entry into the statewide CMS. Work by the Association of
Counties to provide technology support to rurd areas dso is very helpful.

The courts are missing some of the key CM S components, most notably financid
management functions. Unfortunately, by the time they acquire these capabilities,
they could be facing serious obsolescence problems with their gpplications.

Pre-sentence investigations are performed manualy in North Dakota, dong with
pretrid services functions and progress reporting on probeationers. These are
criticd activitiesin crimind justice processing, and if some form of automation is
not supplied, they could stymie efforts to integrate the justice system.

Standards

A common characterigtic of crimind judtice organizations in North Dakota s that
they develop technology gpplications without adequate communication with other
agencies with which they share information. When data are passed from place to
place on paper or by voice over ateephone or radio, the need for coordination is
much less important. The gpplication of technology requires more rigorous and
rigid processes, because computers cannot deal with ambiguity as humans can.
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This does not mean that everyone must sore information in exactly the same
format or that every organization must conduct business in exactly the same way.
It means that each organization must agree on aformat for datawhen it crosses
organizationa boundaries, one that can meet the data system requirements of each
organization. It dso meansthat al of the agencies must agree on the manner and
timing of dectronic data transfers.

There were a number of examples of the inability to transfer data because systems
were developed (or purchased) in isolation, or because agency leaders did not see
the need to include these connections in their planning. Sentencing data cannot be
moved eectronicaly between prisons and field servicesin DOCR. The PCSS®
court CMSin Cass County cannot perform disposition reporting to BCl. The Cass
County jall, police department, and municipa court aso cannot exchange
information. North Dakota s unique process for automeaticaly reducing feloniesto
misdemeanors upon successful completion of a sentence of less than one year dso
has been an issue. While flags are provided in the court CMS, communication
problems between probation and parole staff and clerks have made the matching
of case numbers a problem.

I nfrastructure

The State of North Dakota has done an excdlent job building and maintaining
many of the parts of its technology infrastructure, while other portionsarein a
very weak position. SAMS, for example, has suffered from a complete lack of
support since grant funding expired. It does little good to devel op gpplicationsif
daffing for software maintenance, training, quality assurance, and problem
management are not provided. A related condderation is the age of many of the
goplications used by state agencies — some were developed with pre-Windows
technology.

Architecture

The North Dakota crimind justice system uses awide variety of hardware
platforms, database systems, and gpplication development languages, with little
gpparent coordination or vision. A review of state government crimina justice IT
plans, for example, shows that the following database management systems
receive significant use; others aso were mentioned in agency plans but are not
lised below.

m  Attorney Generd: dBase, Progress, SQL Server, DB2/400, Access
m  Courts. dBase, Oracle, SQL Server, Access, DB2/400

m State Radio: Oracle, SQL Server, Access

m Highway Petrol: Oracle, Access, Arc View/Info

m Corrections: Access, Oracle

® Professional Computer Software Service, Inc. (PCSS) is the vendor that supplies case management software to
some of the North Dakota counties.
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In addition, locd law enforcement has adopted different sandards for MDTs, and
thereis no standard office suite for state government. Personal computers have
been ingalled throughout the state for child support functions, but have not been
integrated with other applications.

Because it is necessary to use software and hardware applications for many years
to recoup investments that were made in their development or purchase, any
organization will have avariety of sysemsin use a any time. If gpplications are
not replaced when they become obsolete, if a number of smal systems are
developed in place of asingle larger one, or if no high-level plan or architecture
has been adopted, then the proliferation of sysemswill continue unchecked. The
greater the diversty and complexity of the technology environment, the more
difficult it isto support it, and to share crimind justice information effectivey and
economicaly.

2. North Dakota is not yet in a position to pursue a full-scale
integration agenda

Asde from the barriers discussed in the previous finding, two other factors will
impede progress with integration. They are primarily political in nature and
include alack of commitment by policy leaders and alack of leadership to drive
the project forward.

— Commitment

Integration requires a srong commitment from al key playersin the crimind
justice process. While integration cannot succeed without this support, it can fall
eadly if opposed by one significant group in the system. States that have
succeeded with integration have developed more of a corporate mentality for
managing crimind judtice; they pursue a common agenda, rather than individud
ones.

Representatives of a number of agencies were concerned that the state€’ s attorneys
in North Dakota have the palitica power to sop change, and have demonstrated
their dedire to preserve the status quo on many occasions in the past. On the other
hand, stat€’ s attorneys described how palitics at the state leve killed a proposa to
create a coordinating body for crimind jugtice information severd yearsin the
past.

It is clear that operationd-leve saff, supervisors, and mid-level managersfed an
urgent need to connect the technology tools that are currently in usein North
Dakota, but until there is a stronger commitment on the part of policy leadersin
al three branches of government, successwill be limited. It is not enough to have
the support of state government aone; local governments, e least in the larger
counties, dso must be committed.
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— Leadership

Many of the comments made by interview participants reflected a pogitive attitude
about working across organizational boundaries to solve these problems, but also
showed a sense of frudtration with past efforts. Although most viewed the
commitment of their own organizations as being satisfactory, they were criticd of
other agencies and seemed to doubt that current circumstances ever could be
changed. For example:

“Thereisalot of focus on what cannot be done.”
“Do aslittle as possible to avoid getting burned.”

“We are doomed to failure with integration because people
won't share data.”

What ismissng is leadership on thisissue. Aslong asintegrationisan

operationa and technicd issue that is pushed by rank-and-file government
workers, there will dways be hesitancy, uncertainty, and lack of trust. Integration
must become a policy issue championed by political leaders.

3. Despite political, economic, and organizational obstacles,
opportunities still exist to improve the electronic exchange of
information and coordination of technology

Despite the lengthy enumeration of barriersto integration listed in the previous
section, there are anumber of positive factors that provide the State of North
Dakota hope for success. In many ways, North Dakota s technology infrastructure
may be one of the greatest assetsto this effort. An andysis of technology plans

for crimind justice organizations provides evidence of the hard work of ITD in
developing standards for hardware, software, and management processes.
Although funding limitations will ddlay full redization of the benefits of these
standards for many years, the creation of standards is an important step in the

right direction.

The fact that the Association of Counties provides I T support to smdl, rurd
counties helps to mitigate many of the problems of North Dakota s widely
scattered population by making it possible to reach alarge number of counties
through a sngle organization. While counties maintain their independence, the
development costs for new applications are shared, making technology support
more affordable for these rurd aress.

Another very unusud and extremely beneficia factor isthat the state and counties
share a telecommunications network. Dedling with dozens of different networking
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schemes could be a nightmare for those working on an integration project, but
having asngle network diminates one dimenson of complexity.

TheIT planning process in North Dakota alows the coordination of activities
between state agencies and organizations, monitors progress in complying with
standards, and ensures accountability in the use of IT resources. This coordinated
planning, under the leedership of ITD, will facilitate future progress with crimina
justice system integration.

As previoudy mentioned, recent actions to bring county-based court support staff
into the state judiciad branch removes one of the greatest barriers to integration.
The most sgnificant steps toward building a unified state court system have been
accomplished, dthough additional work remains.

Technology gtaffing levelsin crimind justice organizations are minimd, while

the quality of gaff is higher than in many other parts of the country.
Organizational competence with technology is not dways agiven in Sate
government, and having capable workersis another factor that will benefit North
Dakota s efforts to integrate crimina justice system operations.

It was noted in a previous section that many of the technology applications
employed in the crimind justice system were developed or acquired without
coordinating with other organizations. Thisis certainly true, but it must be said
that there are anumber of high-quality productsin use in various organizations. It
is certainly easier to modify good products for automated data exchange than it is
to fix bad ones.

Despite the independent nature of government organizationsin North Dakota, it
aso must be noted that there are many examples of successful cooperation in
sharing information. For example, the Highway Patrol noted that it works well
with the courts and DOT. Severd other agencies aso mentioned that working
with the DOT was a positive experience.

Even though circumstances make amgor integration initiative a difficult task a
present, there are particular information exchange relationships that are ripe for
automation. A recent review of court activities by the Justice Served consulting
group, for example, listed a number of court interfaces as being high priority,
including connections with the DOT and BCI. The recent election of anew
governor and atorney genera aso provide opportunities for revisiting many
important issues that will help further crimind justice integration in North
Dakota.
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IV. Recommendations

The following recommendations are based on the observations and findings listed
in Section 111, and are preparatory to alarge-scae integration initictive. They are
organized into five levels that can be pursued concurrently.

1. Build support for the integration initiative

Without the enthusiastic support of dl of the organizations that comprise the
crimind justice system, success with an ambitious integration agendaiis not
possble. Although it will take time to build this support, much can be doneto
progressin theright direction until al of the key organizations are ready to
proceed.

To address palitica and organizationa issues, the State of North Dakota should
create a Crimina Justice Coordinating Council, comprised of the policy leaders of
al gate crimind justice organizations, and representatives of loca government
agencies (through their Sate associations, where they exist). This coordinating
council will serve asthe integration governance structure. The SEARCH Web
page, at www.search.org provides sample statutes, rules, orders, and memoranda
of understanding that have been used to establish smilar groupsin other states.

This Crimind Justice Coordinating Council will foster communication,
commitment, cooperation, and consensus in the justice system, and will provide
leadership in building an integration agenda, as described in Appendix B. Because
of the pivotd role of technology in crimind judtice system operations, the ITD

and Association of Counties aso should be members of this group.

One of the firgt responghilities of the council would be the creation of an
integration plan for the State of North Dakota. This plan would serve asa
common agenda for the crimind justice system &t the Sate and locd leves, and
would drive the integration initiative forward in the future.

2. Build a solid infrastructure upon which future applications and
integration can be built

Infrastructure means different things to different people. In the context of this
report, infrastructure includes computing platforms, database systems,
communications networks, office automation software, application development
environment, support saff, sandards, and security. It isthe environment in which
user application operates.

ITD has done an excdllent job of defining Sandardsin most of these aress.
Unfortunately, lack of funding has kept many sate organizations from being able
to upgrade their systems to comply with these infrastructure standards. Another
issueisthat the date standards gtill give organizations a great dedl of choice —
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freedom to use Word or WordPerfect; Notes or Exchange; Novell or NT; Oracle,
DB2, or SQL Server; etc. Because of the diversity of organizations and
applications supported by ITD, thisis necessary, but the crimina justice system
will require tighter standards. These standards must be set by consensus, which
will not be an easy task.

Theinfragtructure standards established by ITD are supported by the
recommendations of this report. A statewide TCP/IP° network environment,
relational databases, Web-based applications, and data warehouse technology will
support integrated justice gpplications. To the degree that state and local agencies
can agree on specific development languages and database packages, integration
will be even eader. Specific infrastructure standards devel opment for the crimina
justice system should be a respongbility of the Crimind Justice Coordinating
Council, working with the ITD and Association of Counties. The council should
establish atechnica committee to work out details and make recommendations.

3. Begin to develop additional standards to bring consistency to
operations and systems

Data sandards should be a high priority of the North Dakota crimina justice
system. Offense coding schemes, persond and case identifiers, and other data that
flow between organizations must be understood in a common way for electronic
information exchange to make sense.

A question was raised during the on-Site interviews concerning the use of socid
security numbersin the justice system. At present, there are redtrictions placed on
asking individuas for their socid security numbers, for publishing them, or for
releasing them to the public. In child support cases, for example, the socid
security number must be redacted before case documents can be made public.
Current law does not gppesar to redtrict the use or exchange of asocid security
number with other crimind justice agencies, once it is known. Recent activity in
the Congress, however, suggests that further restrictions on use of the socia
security number may occur in the future.” It is recommended that data standards
developed in North Dakota define dternate methods of identifying offenders.

Functiona standards aso are important to the integration initiative. Uniformity is
not a problem because state-level applications exist in one place. Because law
enforcement, jail, and prosecutor operations are county-based, it isimportant that
their systems be as Smilar as possible. It is unredigtic to expect loca
governments to agree upon uniform software, but if these sysems are functiondly
equivalent and can provide data to other organizationsin amanner consstent with
dtate data standards, then they are not a barrier to integration.

® Transmission Control Protocol/Internet Protocol.

" Privacy and Identity Protection Act of 2000 (S.2876 and H.R.4611), Social Security Number Protection Act of
2000 (S.2699), Socia Security Number On-line Privacy Protection Act of 1999 (H.R.367), and Amy Boyer'sLaw
(S.2554), to name afew. None of these bills was passed by the 106" Congress.
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Work is beginning at the nationd level to adopt functiond standards for software
support systems throughout the crimind justice system. Some court standards are
dready nearly complete® Whileit will require severd yearsto finish thiswork,
North Dakota can benefit by monitoring progress and adapting these national
andards for usein the state.

Many of the technical standards that will be required to support an integration
initiative aready have been published by the ITD. Cooperative work with loca
governments to refine the technical standards and to increase compliance will be
an important focusin the future.

4. Work on interfaces where involved organizations are
willing and able to participate

Given thelack of automation in the Sat€ s attorney system, it seems clear that the
gtate would benefit if responsbility for disposition reporting were moved to the
courts. The judicid branch is moving toward a uniform, Statewide case
management application, while the prosecutors may never gpproach thisided.

A smple Web-basad application could then be created to alow prosecutors to
report declinationsto BCI, a piece that will be missng if the courts take over
disposition reporting, and to perform inquiriesinto state databases. Using
emerging eXtensible Markup Language (XML ) standards® state’ s attorneysin
remote locations could participate in integration using a sandard World Wide
Web browser.

SAMS should be supported or discontinued. The politics of the Situation should
not be used to judtify something that makes no sense economicdly. In the same
ven, trangtion to the Uniform Court Information System (UCIS)™ should be
completed as quickly as possible. Even though Cass County will lose some
functiondity in the trangtion, the need for uniformity is more important.
Supporting one system is a great enough challenge for the courts; to divide their
resources to support two may cause neither to be viable in the future.

Batch processes currently are used to exchange information between some
systems. The DOT copies information to the courts monthly, and DOCR provides
anightly batch update to the BCI. Thisis better than not exchanging information

at dl; however, online connections would be a better dternative. Thiswould
provide access to current information and avoid the need to maintain the same
information in two places.

8 See www.nesc.dni.usNCSC/CTP/Index.html .
% See the proposed standard rap sheet at www.legalxml.org/IntegratedJustice.

10 yclisisthe case management software used by the North Dakota court system.
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An dternative approach would be to follow the example of the Commonwedlth of
Pennsylvania. It has a statewide TCP/IP network that has data warehouses |ocated
a eech mgjor date crimina justice agency for information from legacy systems.
Agencies make copies of their databases each night and place them in the data
warehouses. They have created an XML-based messaging system theat links the
databases together and provides some cresgtive new functiondity for agenciesin
remote, rura parts of the state. Once again, this would allow agenciesto view
crimind judtice information with a PC, Web browser, and connection to the state
network. There aso is tremendous potentid for providing expanded database
accessto MDTsin police cars.

5. Work to structure funding mechanisms to reward those who
participate in integration-related projects

The Cdiforniajudicia branch recently has undertaken an interesting gpproach to
encouraging standardization, as they are creating a sate-funded court system from
one that was primarily supported by cities and counties. This gpproach might be a
valuable modd for the North Dakota crimind justice sysem. First, ahigh-leve IT
plan was created that placed infrastructure building as the highest priority,
followed by case management systems, then other more speciaized court
technologies. Loca and regiona areas were given an opportunity to creste their
own plans, using the ate plan as amodd. Funding decisions were made based on
the State-leve priorities, so theloca court infrastructure needs were given

primary atention, followed by upgrades and replacement of case management
systems. Little funding remained after the first year to pursue other technology
issues, but with basic infrastructure and recordkeeping systems taken care of,
more money would be avallable for advanced technologies, like dectronic filing,
in future years.

North Dakota could use asimilar gpproach. After an integration plan is created,
funding allocations for sate agencies could be based on how well they helped
judicid and executive branch agencies move in the direction of full compliance
with the plan. Distribution of grant funds for state and local governments dso
could be based upon the priorities of the plan. Thiswould provide a stronger
incentive to build the infrastructure and comply with the sandards thet are
necessary for integration to succeed. At present, the state I T standards are nearly
slent on the subject of consdering the information needs of other organizationsin
meaking technology acquistion decisons.
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V. Conclusion

The god of this project was to provide a strategy for crimind justice system
integration, leading to the development of a plan. It is clear there are numerous
organizationa, funding, and technology barriers that must be overcome for thisto
occur, but the primary issues that must be addressed are organizationd
commitment and leadership. Until there is consensus that integration is a high-
priority agendaitem for the entire crimina justice system, it will be difficult to
obtain the support and funding required. Until policy leaders from these
organizations are seated a the same table discussing these issues, progresswill be
incrementd, sporadic, and dow.

Integration will provide significant benefits to the citizens of North Dakota. Once
the policy leaders of the crimind justice system agree to work together more
closdly, which is a sacrifice of independence, the entire system will make more
rapid progress and serve and protect the public better.

North Dakota I ntegrated Justice Planning Technical Assistance Report Page 18



Appendix A:

About SEARCH, the National
Technical Assistance Program,
the Court Information Systems

Technical Assistance Project,
and the Project Consultant
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SEARCH, The National Consortium for Justice Information and Statistics

SEARCH is anonprofit membership organization, created by and for the States,
which is dedicated to improving the crimind justice system through better
information management and the effective gpplication of information and
identification technology. Since 1969, SEARCH'’ s primary objective has been to
identify and help solve the information management problems of state and local
justice agencies confronted with the need to automate and integrate their
information systems, and to exchange information with other local agencies, date
agencies, agenciesin other states, or with the Federal government. SEARCH's
headquarters are in Sacramento, Cdifornia.

SEARCH provides justice agencies at the locd, regiond, state, and federa levels
with diverse products, services, and resources, including:

¥ No-cog, expert technica assistance for agencies in the process of acquiring,
deveoping, upgrading, or integrating their computer systems.

¥ Hands-on training designed to teach crimind justice investigators and support
gaff how to invedtigate high-technology theft and computer-related crime.

% Nationa conferences and symposia on arange of justice information
management technology and policy issues.

¥ A variety of ontline resources, including databases of IT procurement
documents and crimind justice software, information on law enforcement I T
resources, and profiles of sate activity in the areas of integration and incident-
based reporting.

¥ Information management policy assstance programs to help states expand the
utility of their criminal history records.

¥, Sgnificant, nationdly disseminated publications that document legd, palicy,
and getigtical research on arange of relevant issues affecting operationa
justice agencies, and development of nationa information models and
standards, including security and privacy standards and amodd rap sheet
format.

SEARCH Online Resources

SEARCH provides awide variety of information about justice information
systems, related technologies, stlandards, research, and technology acquistion via
the Internet and World Wide Web. In addition, SEARCH offers access to crimina
justice policy research, including eectronic newdetters and briefing papers,
automated research databases and documents, and hypertext linkages to relevant
research data. All of the Web sites can be accessed viathe SEARCH home page
at www.search.org.

North Dakota I ntegrated Justice Planning Technical Assistance Report Page 20



The National Technical Assistance Program

The Nationd Technicd Assstance Program, administered by SEARCH with
funding from the Bureau of Justice Assstance, U.S. Department of Justice (DQOJ),
provides no-cost assstance to al components of the state and locd crimina
justice system with respect to the development, operation, improvement, or
integration of al types of crimind justice information systems (e.g., records and
case management, computer-aided dispatch, crimind history record systems,
etc.).

The Technical Assistance Program includes both in-house and on-stetechnicd
assistance. In-house technica assstance includes consultation with agenciesvia
telephone, mail, and eectronic network (Internet and World Wide Web). These
technicad assstance projects can include consultations and information about
automation, integration, and planning issues, aswell as review of agency
automation/integration planning materias, needs assessments, data modding, and
requests for proposals.

On-ste assstance helps agencies in their efforts to effectively plan for, design,
develop, procure, and implement computerized information systems, and can
involve the following: conducting needs assessments; identifying system
requirements; developing or reviewing Ste-specific planning documents; planning
projects to achieve integration of information systems across functiona and/or
political boundaries, assstance in writing technica proposds, providing technica
consultations on awide range of operational and policy issues; proposing
solutions to system problems; locating expertise and information systems for
trandfer; and guiding the transfer and implementation of systems and techniques
to improve information managemen.

The Court Information Systems Technical Assistance Project

The Court Information Systems Technica Assstance Project isanationd effort
that focuses on developing practical resources for state and locad courtsin their
efforts to automate and integrate information systems, both within the courts and
between courts and other justice agencies. The project is funded by the Bureau of
Jugtice Assistance, U.S. DOJ, and is a partnership of SEARCH, the Nationa
Center for State Courts (NCSC), the Nationa Association for Court Management
(NACM), and the Conference of State Court Administrators (COSCA).

These courts need specia assistance to address the policy, operationd, and
technica issues associated with the development or implementation of new
automated, integrated information systems. This project provides expert and
practica advice, guidance, and ass stance to courts and justice agencies that are
automating, upgrading, and integrating their information sysems. The project
offers two types of no-cost assistance:

¥ In-house assistance provided at SEARCH headquartersin Sacramento,
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Cdifornia, or by NCSC in either Williamsburg, Virginia, or at its Court
Services Divison in Denver, Colorado, or viawritten correspondence,
telephone consultations, or éectronic mail. This provides courts and justice
agencies with immedi ate access to the speciadized knowledge of professiona
daff, aswell asreferralsto technica resources.

¥ On-gte technical assistance provided to courts and justice agencies. This helps
agencies effectively plan for, design, develop, procure, and implement a
computerized information system. The range of assstance includes such
processes as needs assessments, System requirements, integration planning,
technica proposd preparation, operational and policy consultations, and
system transfer.

The Project Consultant

Lawrence P. Webster isa Judtice Information Systems Specidist with the
SEARCH Courts Program. He previoudy served as Delaware' s State Court
Adminigtrator; Executive Director of Court Technology Programs at NCSC;
Director of Data Processing for the Utah courts; System Manager for the U.S.
Attorney, Didrict of Colorado; and Manager of Operations and Development for
the Colorado District Attorneys Council.

He has delivered more than 85 seminars, presentations, and courses related to
technology in the justice system and has headed or participated in more than 70
research, education, and consulting projects. He prepared a commissioned paper

for NACM’s Symposium 2000 titled How Can Court Leaders Use Technology to
Address the Justice Needs of a Multicultural Society in the 21st Century; drafted
the NACM Information Technology Management Core Competency Curriculum
Guidelines; was the principa author of A Guidebook for Electronic Court Filing
and Automating Court Systems, and has prepared or asssted with more than 40
other books, articles, and papers.

Mr. Webster holds a Master of Science in Judicid Adminigration degree from the
Universty of Denver College of Law, isafdlow of the Inditute for Court
Management (ICM), and is agraduate of ICM’s Court Technology Certificate
Program.
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Presentation on

Integrated Justice,
October 4, 2000
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The following is asummary of information that the project consultant presented
to the policy and technical committees at the begnning of the site visit on October
4, 2000.

1. Introduction and Overview

Integration of crimind judtice information systems has become a high priority of
date and loca government throughout the nation. This desire to integrate systems
has been driven by severa factors, including growing user needs, grester public
expectations, improved information and security technology, and mgor federd
initiatives.

User needs have grown as the quaity and capabilities of internd automation and
other technology tools have improved. As agencies experience success and as
more sophisticated systems become available, they become more confident and
desire to perform more functions with technology.

Because technology is reaching into many new aress, the public is becoming
more comfortable with it and isincreasing its expectations. More access to
crimind history records for nonjustice purposes is being sought and granted, and
the public, in generd, seemsto believe that crimind judtice information systems
are dready integrated.

Information and security technologies have progressed to the point that concern
about risk has diminished significantly. The emerging Internet communications
protocols and user interfaces have become de facto standards for technology of all
types. Data warehousing, middleware, and standard application architectures dso
have contributed to new opportunities for gpplying technology tools for the
advantage of the crimind justice system.

Two mgor federd initiatives dso are driving state and local governments toward
integration. The Crime Identification Technology Act (CITA) has provided
millions of dollars of direct and indirect support for integration at the Sate leve.
The creation of the Globa Crimind Justice Information Network, an advisory
committee to the U.S. Attorney Generd, has brought representatives of executive
and judicid branch organizations together to discuss and set standards for
information exchange.

2. Definition of Integration

The best way to understand what integration meansis to understand what it is not.
In today’ s terms, integration does not mean forcing dl crimina justice agenciesto
use acommon information system or to keep dl of their datain the same place. It
a so does not mean opening up senditive databases to the public or to other
organizaions. Integration is not sharing everything, nor isit sharing information
with other agencies that has not been shared in the past.
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Information is essentid to the operation of the crimind justice system. In order to
control crime, protect the public, enforce the law, maintain order in society, and
treat offenders gppropriately, each action and decision must be documented
carefully. The exchange of that information is equaly important, Snce avariety

of organizations that play different rolesin the justice process are mutudly
interdependent. Without complete, accurate, and timely information,
decisionmakers cannot make correct choices.

Most crimind justice agencies do agood job of managing informetion interndly.
They have created business processes and technology tools that help them do their
work more effectively and economicaly. The problem is that these organizations
have created these systemsin isolaion and they do not match up with one
another. Aslong as data are exchanged on paper, and as long as the telephone and
radio are available to clear up misunderstandings, information can be moved from
one organization to another and from one automated system to another. The
problem isthat this takes a tremendous amount of time, the labor costs are
excessve, and the processis rife with error. Because of the increasing mohility of
criminas and growing volume and complexity of cases, manua data exchange
cannot deliver information to decisonmakers quickly enough to make a

difference,

Integration is the automation of this information exchange process. It isthe
connection of sysemsinterndly, horizontaly, and verticdly in the crimind

justice process 0 that information can move from place to place dmost ingtantly,
providing information to decisonmakersin atimely manner, reducing error, and
eiminating the cogt of human involvement.

The problem is that moving information gathered in one format for a specific
purpose to another organization that must use it for adifferent purposeandin a
different format is extremdy difficult. Computers impose a much higher level of
detall and amore rigid structure on business processes. Humans can interpret
these differences and transform data with little effort; these tasks are nearly
impossible for computers to perform reliably. Computers struggle to resolve
ambiguity through context; only when a programmer can anticipate every possble
combination and permutation of outcomes, can automated data exchange occur.

The ample solution isto develop standard methods of representing information
and agreed-upon processes for exchange, which can nearly diminate ambiguity.
Once these standards are defined, the process of creating the connections and
computer programs to pass and receive datais straightforward.

— Principles of Integration

A number of key principles are important if a common understanding of
integration is to be shared throughout the North Dakota crimind justice system.

m Dataacquigtion is expensve and error-prone — redundant data entry
should be minimized or diminated. This can create burdens at the front
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end of the process, as agencies must do more work to ensure that the
information they capture meets the needs of downstream users.

= Integration should be driven by existing operationd systems, not by
separate systems created solely to support integration. This will minimize
[abor requirements, cost, and error rates.

m No date has solved dl of the problems and is doing integration perfectly
— data exchange must be automated incrementdly, but with an overdl
plan to ensure that short-term activities are taking the crimind justice
system in the proper direction.

m Integration isadrategic issue— it will require multiple budget cydesto
complete, and its effectswill span many organizetions.

m Integration involves cooperation between organizations with sometimes
conflicting or competing objectives. This makes commitment and
leadership essentid.

m Integration islike amarriage — it takes dl partners working together to
achieve success, and only one organization refusing to cooperate to make
it fall.

m  Thecrimind justice system cannot operate effectively with paper —
decisonmakers must have dl the information about individuas and events
to make correct choices.

— Benefits of Integration

It should be clear at this point that integration is not easy to accomplish; many
projects have failed because these principles have not been followed. The benefits
of integration are 0 gredt that it isworth the effort. Benefits of integration

indude:

Improved information quality

m Better decisons because of more and better information

= Elimination of eror-prone and redundant data entry

m  Timdy accessto information when it is needed most

= Eliminaion of barriers of time and space — “24/7" access
= Improved public access to appropriate data

m  New functions that can be performed by systems, such as automatic
notification of appropriate officidsif the Satus of an offender changes

m  Grester efficiency in business processes
= Enhanced public safety
m Increased public trust and confidence in the justice system
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3. Organizational Commitment and Executive Sponsorship

Perhaps the most important success factor in integration initiativesis the support
of crimind judtice policy leaders. There should be no question to anyonein any of
the involved organizations about the seriousness of the commitment to
integration. This dedication should be forma and documented, and well
communicated throughout the organization.

All participating agenciesin dl branches of government should sponsor the effort
jointly. A partnership is being created to solve information flow problems quickly
and permanently; shared responsibility and ownership of the project will help
ensure support by dl levels of gaff. It dso will generate enthusiasm, focus
energy, and ensure accountability.

A memorandum of understanding, statute, or other forma agreement should be
crested to serve as a charter for the integration initiative, and dl judicia and
executive branch representatives should sign it. This document should contain a
gpecific, high-level scope statement; it should set a date for the completion of a
detailed plan and other key milestones; and it should assign respongbility for the
next steps in the process.

4. Organization

States undertaking integration must face a multifaceted array of politica,
organizationd, legd, technicd, cultural, and persond issues, including
congtitutional separation of powers and competing conflicting objectives of
participating organizations. Difficult decisions must be made for the good of the
project, even though they may be difficult for some organizations to accept. For
this reason, a governance structure must be created that distributes responsibility,
work, and decisonmaking fairly between crimind justice system components.
Typicdly, this governance structure consists of the policy leaders of the mgor

participating organizations.

This governing group has many functions and responghilities, induding:
m  Providing project leadership
m  Deveoping acommon understanding of problems, obstacles, and barriers
= Indituting ajoint goproach to policy, planning, funding, architecture, and

legidative changes

m Creating aunified vison, mission, objectives, and project plan
m Formaizing agreement on scope of effort by organization, transaction, etc.
m  Obtain needed resources

m  Resolving technical and operationa problems that cannot be handled &t a
lower leve
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m  Committing internd agency resources
s Keeping the project on schedule

= Monitoring progress and identifying and resolving problems quickly

Other work groups and committees may be formed to dedl with technica and
operationd issues, but it is essentid that high-level sponsorship of theintegration
initiative continue throughout the difficult journey. It isimportant that they dso

be representative of al of the organizations that have a stake in the issues they are

created to address. Some of the responsbilities of these other groups could

include

m  Providing information on legacy systems and current procedures
m  Andyzing and recommending exchange points to automate

m |dentifying and articulating technica and operationd issues
m  Anayzing and improving business processes

m  Andyzing and recommending technica solutions

m  Recommending, negotiating, and maintaining sSandards

s Determining resource needs

5. Data Policy Issues

Because different crimina justice organizations treat information in various ways,
it isimportant to resolve data policy issues very early in the project. For example,
law enforcement agencies may be unhappy if courts release information to the
public that police departments consider confidentia. These Stuations can create
friction and confusion, causing coditions to crumble. Examples of some of these

issuesinclude:
m  Privacy
m  Confidentidity
m Dataownership
m  Security
m  Public access
m Datadissemination

Managing data policy issues s the responshility of the policy leve group. It may
establish acommittee of gaff from interested agencies to andyze problems and

make recommendations, but should make dl final decisons.
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6. Planning

The statewide integration plan represents the joint commitment of dl involved. It
should outline tasks, assgnments, schedules, budgets, and deliverables for the
integration project, within the overal gods of the forma charter adopted by the
governing group.

The plan must be redistic. Objectives can be written into a plan, but that does not
mean they can be completed within the projected time and resources. Experience
is the best teacher as to what can be accomplished redlisticaly.

Specifics of the plan should include a number of key eements that are discussed
below. States may be required to address additiona issues aswell.

Architecture and infrastructure are an important precursor to integration. Passng
information between applications resding in the same environment and
congtructed with the same tools is much easier and less cosily than creating
custom interfaces between character- based mainframe systems and graphica
client/server systems. Thisis particularly true in adistributed environment where
information is scattered over dozens of systemsin remote parts of the Sate. It
should be apparent that if the communications capabilities to exchange data
between systems are not available, they must be created before any meaningful
progress with integration can be made,

The project plan dso should contain an analysis phase. Thisincludes adetailed
mapping of al data exchange points— operationa processes where information
crosses organizational boundaries. Thisissueis discussed in more detall in
subsection seven, below.

Once the State of North Dakota has aroadmap of dl of the crimina justice data
exchange points, decisions can be made about which transactions to automate.
Certain exchanges happen routingly, in high volume, while others are infrequent
and vary condderably in content. Integration efforts should focus high-volume,
time-sengtive transactions that will increase gaff productivity and the qudity of
justice system decisions.

In order to ensure that information will flow smoothly between organizations, it is
necessary to establish data tandards. Organizations that share information must
agree on the format and editing criteriafor al data d ements exchanged
electronicaly, to protect the integrity of systems. The best exampleis offense
coding. Either everyone must agree to use the same charge- coding scheme, an
approach that has been difficult, but successful in many gtates, or they must agree
on acharge trandation table. If the crimina justice system agrees on standard data
structures and edits, integration is a much easier task.

Once these agreements are complete, work can begin to modify software and
operationd procedures so that implementation of e ectronic data exchange can
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begin. Programs must be written, new equipment may be necessary, and training
will be required before new processes can be deployed and tested.

A detailed planning document for the policy group should include;
m  Tasksto be completed
s Commitment of current resources
= New resources required
m  Schedule
m  Measures of success
m  Communications plan

Data exchange points can be automated individudly, but there must be an overdl
plan for the effort to succeed. Of course, having aplan is not enough. Effective
project management methodology will ensure that plan objectives are
accomplished.

7. Analysis

As mentioned, athorough anaysis of information exchange between crimind
judtice organizationsis essentid to the success of an integration initigtive. By
smply bringing agency gtaff together to review information flow, many sates
have been able to make dramatic process improvements. Although most
employees have a genera understanding of how data are passed between
organizations, very few grasp the details.

SEARCH has been working for some time on a data exchange points project.
Staff has collected information from five state crimind judtice systems, and isin
the process of conducting an andysis of that data to understand similarities and
differences. The global modd of data exchange that will emerge from this project
will assgt statesther interna eva uation efforts and save considerable work.

The project describes data exchange points in terms of the agencies participating
in the exchange, the event and process that trigger the exchange, the actud
information that is passed, and the conditions that may cause variaionsin the
process. For example, afelony arrest and a misdemeanor arrest may trigger the
creation of different forms and may involve different organizations.

Asapart of this project, SEARCH has created an informationmodding tool that
can facilitate the analyss of data exchange in the states. It is Web-based software,
S0 agencies can contribute information from remote locations without specia
software or hardware. Enhancements to the software are currently being
completed, and the tool should be available for use within a couple of months.
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8. Managing the System Long Term

The State of North Dakota aso must consider how to keep the integrated justice
system operationa once it is up and running. Thereis atendency for policy
leaders to lose interest and move on to other things. As elected leaders and
support saff change, maintaining the commitment to integration is particularly
chdlenging.

One lesson learned in another dtate is the importance of maintaining the proper
roles among the various committees that were created to support integration. If
policy group meetings degenerate into technical discussions, policy leaderswill
quickly stop attending and send representativesin their place who do not have the
clout to hold the group together. The frequency of policy-oriented meetings can
be reduced to a bare minimum to keep from losing agency leaders who are so
important to the process.
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Appendix C:
Meeting and Interview

Participants,
October 4-5, 2000
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October 4, 2000, Integration Presentation (attending and invited)

— Mike Abdl, Association of Counties

— Kenan Bullinger, State Laboratories Department

— Marcie Conmey- Fisher, Stutsman County Correctiona Center
— Dean Dahl, Grand Forks County

— Warren Emmer, Department of Corrections

— Wade Enget, Mountrail County State’' s Attorney

— Jerry Fossum, Information Technology Department
— Ted Gladden, Supreme Court

— Lynn Heinert, Driver Improvement Services

— Robert Helten, Bureau of Crimind Investigetion

— Joe Herdip, Bureau of Crimind Investigation

— Robert Holmbeck, Cass County

— David Huhncke, Department of Corrections

— Dave Kleppe, Highway Patrol Headquarters

— Marsha Lembke, Traffic Safety

— Peter Mariner, Fargo Police Depatment

— Hope Olson, State L aboratories Department

— Carrie Oswald, Highway Patrol Headquarters

— Stuart Peterson, Traill County State' s Attorney

— Chuck Placek, Divison of Field Services

— Harlan Pratt, Fargo Police Department

— Kurt Schmidt, Supreme Court

— Cher Thomas, IT Division, Office of the Attorney Generd
— Terry Traynor, Asociaion of Counties

— Tim Turnbull, Bismarck Police Department

—Judy Volk, Bureau of Crimind Investigation

— Jess Waker, Mandan Police Department

— Nancy Walz, Information Technology Department
— Jeff White, Bureau of Crimind Investigation

— Curt Wolfe, Information Technology Department
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October 4, 2000, Interview Participants

— Mike Abdl, Association of Counties

— Marcie Conmey- Fisher, Stutsman County Correctiona Center
— Wade Enget, Mountrail County State' s Attorney
— Lynn Heinert, Driver Improvement Services

— Robert Holmbeck, Cass County

— Stuart Peterson, Traill County State's Attorney
— Harlan Pratt, Fargo Police Department

— Peter Mariner, Fargo Police Department

— Terry Traynor, Association of Counties

— Tim Turnbull, Bismarck Police Department

— Jess Walker, Mandan Police Department

October 5, 2000, Interview Participants

— Warren Emmer, Department of Corrections

— Jerry Fossum, Information Technology Department
— Ted Gladden, Supreme Court

— Robert Helten, Bureau of Crimina Investigation

— Wes Henderickson, State Radio

— Joe Herdip, Bureau of Crimina Investigation

— David Huhncke, Department of Corrections

— Jerry Kemmett, Bureau of Crimind Investigation

— Dave Kleppe, Highway Patrol Headquarters

— Carrie Oswald, Highway Patrol Headquarters

— Chuck Placek, Divison of Field Services

— Kurt Schmidt, Supreme Court

— Tim Schuetzle, State Penitentiary

— Cher Thomas, IT Division, Office of the Attorney Generd
—Judy Volk, Bureau of Crimind Investigation

— Nancy Waz, Information Technology Department
— Jeff White, Bureau of Crimind Investigation

— Curt Wolfe, Information Technology Department
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